
Change management 101: How to 
confidently implement change at 

your accounting firm



Housekeeping 
1. The session is recorded and the recording will be shared. 

2. Use the chat box or Q&A panel to ask questions. 
3. Please stay on mute unless you’d like to ask a question live. 

4. Launch Poll
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4. Change: The how 
5. Wrap up



Introduction



Meet your host

Joe Carufe 
Director of Services, Karbon 

Owner, Good Measure Financial



Purpose

• Purpose: this session is intended to give you and your 
leadership team an effective framework to implement new 
technology within the firm and foster a culture of elegant 
change management



Learning objectives

By the end of the session, you should be able to: 

• Catch a vision for why you should foster a culture of change 
• Understand the three different types of change 
• Know the eight steps to change management 
• Have a framework to enact change in your firm 
• Lock in learnings with Q&A
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The why of change management



Like it or not, change is inevitable.



• The cloud: Online accounting and apps is changing how & where business is done. Barriers to 
entry are lower than ever with limited resources to support the firm growth. 

• Automation: Profit centers have shifted from compliance & bookkeeping to advisory. Number 
crunching has taken a back seat. Technology, and its advantages, have taken a front seat. 

• Relationships: Engagements are no longer hourly billing but fixed fees or value-priced. Clients’ 
demands have increased as well as expectations on how they want to be served. 

• Competition: The need to stay ahead is causing mergers & acquisitions. The “long-tail” of the 
industry is being gobbled up while the large firms are needing to get nimble. Get specialized. 

• Global: Borders no longer exist and work/life boundaries are blurred. Remote clients, remote work, 
and remote workers are the new normal. The office is wherever you and your team are. 

• Trends: Understand where things are headed: karbonhq.com/resources/2022-practice-excellence-
report/

We are undergoing massive change
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The what of change management



• Developmental: When you need to make improvements to an existing 
situation (typically by refining the processes that currently exist). 

• Transitional: When a new course of action is required. Occurs when a 
plan is set and you have control over the implementation process. 

• Transformational: Not something you can control but rather recognize 
& survive. Occurs when a process fails and new “norm” emerges.

Three types of change



Let’s translate - Improve Efficiency

Developmental 
Change 
• Update internal call 

agenda to ensure we 
aren’t wasting time on 
topics where people 
can’t contribute to the 
solution. 

Transitional 
Change 
• Use Karbon to 

manage internal 
calls/tasks to end 
time spent in double 
entry of tasks

Transformational 
Change 
• Implement something like 

EOS/Traction for the firm 
for an overhaul of internal 
procedures



Let’s translate - Improve Cashflow

Developmental 
Change 
• Call customers after 20 

days past due

Transitional 
Change 
• Use a collections 

agency or app that 
has a regular cadence 
of emails and calls

Transformational 
Change 
• Move to fixed fees with 

ACH only



Let’s translate - Improve Culture

Developmental 
Change 
• Hybrid schedule, allow 

one day a week at home 
to improve culture

Transitional 
Change 
• Implement Zoom to 

allow remote 
meetings so 
employees don’t have 
to schedule time at 
home

Transformational 
Change 
• Go “fully remote” with 

hiring anywhere in the 
country or beyond.



Our reluctance to change



Our reluctance to change

Change is a must…

… but we are resistant.

Sadly most try to force change…

… and don’t  get team buy-in.



Change is inevitable, how do we manage it?
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The how of change management



• Rationale: Define and communicate the “Why”.

Eight steps of change management



• Rationale: Define and communicate your ‘why’ 

• Goals: Set clear objectives, goals, strategies and measures for 
the change.

Eight steps of change management



• Rationale: Define and communicate your ‘why’ 

• Goals: Set clear objectives and success measures 

• Inclusion: Involve a cross-organization team on the “What” and 
“How” of the change.

Eight steps of change management



• Rationale: Define and communicate your ‘why’ 

• Goals: Set clear objectives and success measures 

• Inclusion: Involve your entire team 

• Articulation: Identify your change champions and use the DACI 
framework to set clear roles & responsibilities

Eight steps of change management



• Rationale: Define and communicate your ‘why’ 

• Goals: Set clear objectives and success measures 

• Inclusion: Involve your entire team 

• Articulation: Clear roles & responsibilities for change champions 

• Buy-in: Get everyone on the team on board with the expected 
outcomes & processes.
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• Rationale: Define and communicate your ‘why’ 

• Goals: Set clear objectives and success measures 

• Inclusion: Involve your entire team 

• Articulation: Clear roles & responsibilities for change champions 

• Buy-in: Ensure a shared vision for expected outcomes 

• Adherence: Push such that everyone adopts the change and 
those that don’t are held accountable.
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• Rationale: Define and communicate your ‘why’ 

• Goals: Set clear objectives and success measures 

• Inclusion: Involve your entire team 

• Articulation: Clear roles & responsibilities for change champions 

• Buy-in: Ensure a shared vision for expected outcomes 

• Adherence: Pushing for consistency and accountability 

• Reminders: Over-communicate the Why, What, How and 
Progress of the change.
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• Buy-in: Ensure a shared vision for expected outcomes 

• Adherence: Pushing for consistency and accountability 

• Reminders: Over-communicate the Why, What, How and Progress of 
the change. 
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Eight steps of change management



Story Time

How I successfully implemented 
Karbon at three accounting firms



• Rationale: Define and communicate your ‘why’ 

• Goals: Set clear objectives and success measures 

• Inclusion: Involve your entire team 

• Articulation: Clear roles & responsibilities for change champions 

• Buy-in: Ensure a shared vision for expected outcomes 

• Adherence: Pushing for consistency and accountability 

• Reminders: Over-communicate the Why, What, How and Progress of 
the change. 

• Celebration: Take time to celebrate if/when the goals are met.

Implementing Karbon



Polling / review question



Wrap up



Karbon Change 
Management 

Work Template

Download Here
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Questions?



karbonhq.com


